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Introduction 

The  Performance  and  Review  Ordinance  of  1999  ("ordinance")  requires  each  City 
department  to  create  an  "efficiency  plan"  by  2003.  The  ordinance  finds  that  such  plans 
should  "improve  program  efficiency  and  effectiveness"  by  changing  the  way  in  which 
departments  articulate  their  "program  vision,  mission  and  goals."  Additionally,  the 
ordinance  finds  that  an  efficiency  planning  process  should  help  departments  leam  how  to 
measure  program  performance  and  results.  Under  the  ordinance  an  efficiency  plan  must 
contain  four  elements:  customer  service,  strategic  planning,  annual  performance,  and 
performance  evaluation.  The  ordinance  will  be  phased  in  over  a  three  year  period, 
starting  with  seven  departments  and  increasing  the  numbers  of  departments  participating 
each  year. 

The  concept  of  efficiency  planning,  also  known  as  strategic  planning,  grows  out  of  a 
movement  in  public  management  that  has  existed  for  approximately  ten  years.  Known  as 
performance  management,  this  movement  rests  on  the  assumption  that  government  can 
and  should  measure  what  it  accomplishes.  By  using  concepts  such  as  mission,  vision, 
goals,  outcomes,  outputs,  inputs  and  efficiency,  performance  management  seeks  to 
highlight  the  relationship  between  the  resources  that  a  government  expends  and  the 
services  that  it  provides.  The  ultimate  goal  of  performance  management  is  to  provide 
policy  makers  with  the  tools  to  allocate  resources  based  on  program  performance  and 
results.  In  a  word,  performance  management  focuses  on  deliverables. 

In  December  of  1999  the  Mayor's  Budget  Office  and  the  legislation's  author,  Supervisor 
Gavin  Newsom,  jointly  identified  seven  departments  to  act  as  pilots  for  the  Performance 
and  Review  Ordinance.  The  pilot  departments  were: 

Board  of  Supervisors 
Department  of  Elections 
Department  of  Public  Works 
Municipal  Railway 
Purchasing 
Recreation  and  Parks 
Treasurer/Tax  Collector 

Each  of  these  seven  departments,  except  for  the  Department  of  Elections,  has  developed 
an  efficiency  or  strategic  plan.  Over  the  course  of  2000,  representatives  from  each  pilot 
department  met  once  a  month  in  a  group  organized  by  Supervisor  Newsom's  office  to 
exchange  ideas  and  information  about  creating  an  efficiency  plan.  This  Performance  and 
Review  Committee,  which  also  included  representatives  from  the  Controller's  Office  and 
the  Mayor's  Budget  Office,  served  as  a  resource  and  support  system  for  the  departments 
undergoing  the  efficiency  planning  process. 

This  report  responds  to  the  requirement  in  Section  88.9  of  the  ordinance  that  the  Director 
of  the  Mayor's  Budget  Office  submit  a  report  to  the  Mayor  and  the  Board  of  Supervisors 
analyzing  the  benefits,  costs  and  usefulness  of  the  pilot  departments'  efficiency  planning 


processes.  The  report  also  outlines  difficulties  experienced  by  the  pilot  departments  as 
they  created  efficiency  plans  and  recommends  changes  to  the  Performance  and  Review 
Ordinance.  An  informal,  written  survey  was  used  to  gather  information  from  the  pilot 
departments  for  the  report. 

Benefits,  Costs,  Usefulness 

It  is  not  yet  possible  to  assess  the  full  extent  of  the  benefits,  costs  and  usefulness  of  the 
plans  and  reports  submitted  by  the  pilot  departments.  In  many  respects,  this  process  has 
yet  to  reach  maturity.  Departments  have  barely  begun  to  see  the  benefits  associated  with 
creating  and  using  performance  measures,  for  example.  Similarly,  there  is  no  way  to 
gauge  whether  strategic  planning  has  allowed  departments  to  provide  improved,  more 
useful  service  to  their  constituents.  At  this  writing,  costs  are  more  clearly  defined  than 
benefits  or  usefulness.  However,  as  the  pilot  departments  continue  to  implement  and 
refine  their  efficiency  plans,  both  the  benefits  and  the  usefulness  of  the  process  should 
become  more  apparent. 

When  reviewing  this  report,  it  is  important  to  note  that  each  department  approached 
efficiency  planning  differently,  devoting  different  levels  of  fiscal  and  human  resources  to 
the  process.  This  resulted  in  different  plans  with  different  formats,  emphases,  and 
ultimately  different  benefits,  costs  and  usefulness.  Several  departments,  including  the 
Board  of  Supervisors,  Muni,  Recreation  and  Parks,  and  the  Department  of  Public  Works 
linked  their  efficiency  plans  to  planning  processes  already  in  place.  Even  before  passage 
of  the  Performance  and  Review  Ordinance,  these  departments  decided  to  commit 
significant  resources  to  strategic  planning.  Two  departments,  the  Board  of  Supervisors 
and  Rec  and  Park,  hired  outside  consultants  to  assist  department  staff  in  analyzing  their 
operations  and  developing  strategic  plans.  In  response  to  Proposition  E,  Muni  asked  its 
internal  planning  staff  to  build  upon  an  existing  "Short  Range  Transii  Plan"  and  create  a 
strategic  plan.  In  contrast,  other  departments,  including  the  Treasurer/Tax  Collector  and 
Purchasing,  began  their  efficiency  planning  process  after  the  Performance  and  Review 
Ordinance  became  law  and  used  only  internal  resources. 

Benefits 

The  participants  in  the  pilot  performance  and  review  project,  including  the  Mayor's 
Budget  Office,  the  Controller's  Office,  and  the  departments  themselves,  gained  varying 
benefits  from  the  efficiency  planning  process.  The  largest  benefit  of  the  process  was  the 
efficiency  or  strategic  plans  themselves.  As  departments  implement  these  plans  the 
Mayor's  Budget  Office,  the  Board  of  Supervisors  and  each  pilot  department  should  gain  a 
new  tool  for  quantifying  and  analyzing  the  services,  outputs  and  outcomes  that 
departments  achieve  on  an  annual  basis.  The  efficiency  plans  create  a  starting  point  for 
the  application  of  performance  management  principles  in  San  Francisco. 

The  Mayor's  Budget  Office  benefited  from  its  participation  in  the  process  by  gaining  new- 
insight  into  the  pilot  departments'  understanding  of  their  mission  and  goals  as  well  as  the 
challenges  that  they  face  on  a  daily  basis.  Additionally,  the  process  allowed  the  Mayor's 
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Office  to  observe  that  some  departments  are  better  equipped  than  others  to  undertake  an 
efficiency  planning  process.  The  clearest  example  of  this  came  from  the  Department  of 
Election's  failure  to  complete  the  planning  process  (an  issue  discussed  further  in  this 
report's  section  on  difficulties).  The  loss  of  the  Department  of  the  Elections  gave  the 
Mayor's  Office  early  warning  that  small  departments  may  need  special  assistance  in  their 
efforts  to  meet  the  requirements  of  the  Performance  and  Review  Ordinance. 

The  Controller's  Office  also  saw  benefits  from  its  work  with  the  pilot  review  and 
performance  project.  The  process  gave  staff  on  the  Controller's  performance 
measurement  project  an  opportunity  to  work  in  greater  depth  with  the  pilot  departments 
on  their  performance  measures,  complementing  the  staffs  efforts  to  integrate 
performance  measures  into  City  government.  Additionally,  participation  in  the  project 
gave  the  Controller's  staff  access  to  information  against  which  they  may  assess  their  own 
department's  efforts  at  performance  management. 

In  addition  to  benefits  to  the  pilot  departments,  the  Mayor's  Budget  Office  and  the 
Controller's  Office,  this  process  created  benefits  for  those  departments  not  participating 
in  the  first  round  of  efficiency  planning.  The  pilot  departments  and  the  Performance  and 
Review  Committee  have  created  a  process  that  will  serve  as  a  template  for  all  the 
departments  to  come  after  them.  Even  with  only  six  successful  pilot  departments,  there 
are  several  models  for  departments  to  follow  when  creating  their  own  efficiency  planning 
processes.  The  pilot  departments  will  serve  as  resources  for  the  rest  of  City  government. 
The  managers  and  staff  who  participated  in  the  efficiency  planning  pilot  process  will  be 
able  to  act  as  guides,  answer  questions,  give  advice  and  steer  new  departments  to  helpful 
information  and  internal  and  external  resources. 

Costs 

Costs  associated  with  the  implementation  of  the  Performance  and  Review  Ordinance 
came  in  the  form  of  resources  and  time.  The  FY2000-2001  city  budget  included  $97,000 
for  the  Performance  and  Review  Committee  to  assist  the  pilot  departments  in  the 
efficiency  planning  process.  This  funding  was  divided  into  three  separate  categories: 
Training,  Benchmarking  and  Surveys.  To  date,  529,380  of  the  $50,000  training  budget 
has  either  been  expended  or  earmarked;  S6,250  of  the  S12,000  benchmarking  budget  has 
been  expended  or  earmarked;  and  $0  of  the  S3 5, 000  surveys  budget  has  been  expended  or 
earmarked.  Significant  expenditures  include  S5,000  to  enroll  the  City  in  the  International 
City/County  Management  Association's  Center  for  Performance  Management. 

Costs  incurred  by  the  pilot  departments  included  money  spent  on  consultants  and  items 
such  as  training,  materials,  report  production,  and  supplies,  as  well  as  time  expended  by 
staff.  In  some  cases,  particularly  staff  time,  these  costs  will  be  on-going.  In  an  informal 
survey  departments  estimated  that  they  had  spent  the  following  amounts  of  money  and 
staff  time  on  the  process  to  date: 


Expenditures 

Hours 

Board  of  Supervisors 

$61,000 

75-100  hours 

Department  of  Public  Works 

515,000 

40  hours 

Municipal  Railway 

$223,000  over  2  years. 

1,040  hours 

Purchasing 

Staff  time  only. 

100  hours 

Treasurer/Tax  Collector 

Staff  time  only. 

150  hours 

Recreation  and  Parks 

$230,000 

4,500  hours 

Time  spent  by  department  personnel  in  developing  efficiency  plans  was  somewhat 
difficult  to  quantify.  The  above  estimates  include  the  hours  department  managers  and 
staff  spent  on  the  planning  process  as  well  as  on  creating,  writing  and  formatting  the 
actual  report  or  plan. 

Usefulness 


The  Performance  and  Review  ordinance  sets  out  three  goals: 

1 .  Improve  program  effectiveness  and  public  accountability  by  promoting  a  new  focus 
on  fiscal  management,  capital  management,  human  resources,  managing  for  results, 
information  technology,  service  quality,  and  customer  satisfaction; 

2.  Help  the  City  improve  service  delivery  by  requiring  that  it  identify  program 
objectives  and  by  providing  it  with  management  tools  to  evaluate  service  quality;  and 

3.  Assist  Board  of  Supervisors'  decision-making  by  providing  more  objective 
information  on  performance  and  customer  satisfaction  and  on  the  relative 
effectiveness  and  efficiency  of  City  programs  and  spending. 

As  in  the  case  of  benefits,  in  many  respects  it  is  simply  too  soon  to  determine  how  useful 
this  process  will  be.  Despite  the  lack  of  data  however,  one  may  argue  that  simply 
defining  concepts  such  as  mission,  vision,  goals,  and  efficiency  proved  a  useful  exercise 
for  departments.  At  the  least,  participation  in  the  efficiency  planning  process  compelled 
the  pilot  departments  to  consider  their  reason  for  existence,  the  services  they  deliver,  and 
the  customers  they  serve.  These  concepts  lie  at  the  root  of  effective  governance, 
particularly  at  the  municipal  level  where  departments  are  in  constant  contact  with  the 
community  that  they  serve. 

Using  the  ordinance's  three  goals  as  a  guide,  we  can  begin  to  evaluate  more  specifically 
the  usefulness  of  the  pilot  performance  and  review  project.  Each  department  has 
identified  a  useful  aspect  of  the  process  to  date: 

•  The  Board  of  Supervisors  intends  to  use  its  efficiency  plan  to  keep  its  staff  focused  on 
the  department's  goals  and  mission.  This  should  lead  to  increased  department 
accountability  as  well  as  improved  service  delivery. 

•  The  Department  of  Public  Works  intends  to  use  its  efficiency  plan  as  a  baseline 
document  in  assessing  future  performance.  This  should  link  to  improved  service 
deliver/. 


•  Muni  intends  to  use  its  strategic  plan  as  a  basic  reference  document  and  as  a  means  of 
establishing  priorities  for  capital  spending.  This  should  lead  to  increased  program 
effectiveness. 

•  Purchasing  intends  to  use  its  efficiency  plan  as  a  "To  Do  List"  and  a  tool  to  keep  staff 
on  track.  As  with  the  Board  of  Supervisors,  this  should  lead  to  increased  department 
accountability  as  well  as  improved  service  delivery. 

•  The  Recreation  and  Parks  Department  intends  to  use  the  performance  measures  from 
its  strategic  plan  to  help  make  decisions  about  distribution  of  resources.  Additionally, 
Rec  and  Park  plans  to  use  the  recommendations  it  has  developed  through  strategic 
planning  as  a  guide  to  creating  an  operations  plan.  Both  of  these  uses  should 
ultimately  lead  to  additional  departmental  accountability  and  provide  policy  makers 
with  improved  information  about  the  department's  programs  and  expenditures. 

•  The  Treasurer/Tax  Collector  intends  to  use  its  efficiency  plan  in  conjunction  with 
already  established  "Pay  for  Performance"  goals.  This  should  tie  into  improved 
service  delivery. 

Although  somewhat  limited  in  scope,  these  examples  indicate  that  departments  are  using 
components  of  their  efficiency  plans  to  begin  implementing  performance-based 
management  and  meeting  the  goals  established  by  the  Performance  and  Review 
Ordinance. 

Finally,  the  pilot  departments'  strategic  planning  process  and  efficiency  plans  will  serve 
one  additional  purpose.  The  efficiency  plans  of  the  Board  of  Supervisors,  the 
Treasurer/Tax  Collector  and  the  Street  and  Environmental  Services  Bureau  of  DPW  will 
provide  the  foundation  for  these  departments'  conversion  to  a  performance  budgeting 
process.  The  customer  service  plans,  performance  measures  and  annual  performance 
plans  they  have  created  over  the  past  year  will  be  tied  to  the  budget,  allowing  policy 
makers  to  make  better  informed  decisions  about  the  allocation  and  expenditure  of 
resources. 

Difficulties 

Each  pilot  department,  except  for  the  Treasurer/Tax  Collector,  experienced  difficulties 
with  the  efficiency  planning  process.  The  Department  of  Elections  faced  such 
overwhelming  difficulties  that  it  failed  to  complete  its  efficiency  plan.  This  failure  stems 
from  the  fact  that  Elections  has  a  particularly  specific  mission  -  ensuring  that  elections  in 
San  Francisco  are  conducted  as  fairly  and  efficiently  as  possible  -  and  the  bulk  of  its  staff 
devotes  its  time  to  carrying  out  that  mission.  When  working  on  an  election,  the 
department  has  few  resources  to  devote  to  seemingly  extraneous  activities  such  as 
efficiency  planning.  Additionally,  unlike  a  department  such  as  Muni  or  DPW,  Elections 
does  not  have  a  staff  with  the  time,  training  or  mandate  to  undertake  the  type  of  analysis 
necessary  to  create  and  maintain  an  efficiency  planning  process.  As  implementation  of 
the  Performance  and  Review  Ordinance  continues,  this  difficulty  may  be  experienced  by 
other  small  departments  with  similar  resource  and  staff  limitations. 


Specific  difficulties  identified  by  the  pilot  departments  include: 

•  The  Board  of  Supervisors  had  difficulty  defining  which  of  its  units  should  participate 
in  the  original  efficiency  planning  process.  Eventually,  the  Clerk  of  the  Board  decided 
to  include  only  the  Board's  administrative  division  and  the  Legislative  Analyst 
Office,  leaving  the  Assessment  Appeals  Board,  the  Sunshine  Task  Force  and  the 
Youth  Commission  for  later. 

•  DPW  had  difficulty  matching  the  timing  of  the  efficiency  plan  process  with  its  budget 
process. 

•  Muni  had  difficulties  in  two  areas.  First,  the  department  did  not  anticipate  the  intense 
staff  effort  needed  to  organize  and  run  the  many  meetings  needed  to  solicit  staff 
input.  Second,  department  staff  had  difficulty  reaching  consensus  on  the  strategies 
and  tactics  identified  in  its  strategic  plan. 

•  Purchasing  had  difficulty  fitting  its  current  operations  into  the  structure  of  the 
efficiency  plan. 

•  Rec  and  Park  had  difficulty  in  identifying  and  gathering  appropriate  data  from  its 
complex  organization  for  use  in  its  plan. 

As  illustrated  above,  the  pilot  departments  encountered  various  difficulties  with  the  pilot 
performance  and  review  project,  some  of  which  bear  further  discussion.  One  key  issue  to 
rise  to  the  fore  has  been  the  timing  and  complexity  of  the  efficiency  planning  process. 
The  Performance  and  Review  Committee  has  had  discussions  indicating  that  the  six 
month  to  a  year  time  frame  initially  established  by  the  pilot  project  may  not  allow  enough 
time  for  large,  complex  departments  to  undergo  an  exhaustive  and  meaningful  strategic 
planning  process.  As  has  already  been  discussed,  the  big  departments  participating  in  the 
pilot  project,  DPW,  Rec  and  Park,  and  Muni  all  started  the  process  before  the  ordinance 
was  enacted.  These  departments  needed  longer  than  six  months  to  create  their  strategic 
plans.  Muni  and  Rec  and  Park  both  noted  the  difficulties  of  engaging  large  staffs  and 
gathering  a  great  deal  of  data  for  the  strategic  planning  process.  It  seems  clear  that  this 
process  takes  a  lot  of  time  to  do  well.  To  cite  only  one  example,  Rec  and  Park  has  been 
involved  in  strategic  planning  for  over  a  year  and  is  not  yet  done. 

The  experience  of  the  pilot  performance  and  review  project  indicates  that  departments 
such  as  the  Police  Department  and  the  Public  Health  Department,  which  run  very 
complex  organizations  spread  out  over  the  City,  may  have  a  difficult  time  completing  a 
meaningful  efficiency  plan  within  a  year.  Given  that  every  city  department  must 
complete  an  efficiency  plan  in  the  next  two  years,  this  suggests  that  the  ordinance  or  the 
efficiency  planning  process,  or  both,  may  need  to  be  changed. 

Another  key  issue  identified  by  the  pilot  departments  is  the  difficulty  of  finding 
consensus  on  the  definitions  of  concepts  such  as  mission,  vision  and  goals.  Muni's 
experience  with  this  problem  highlights  a  difficulty  with  performance  management 
generally.  As  Philip  Joyce  states  succinctly  in  "Using  Performance  Measures  for 
Budgeting,"  {New  Directions  for  Evaluation,  No.  75,  Fall  1997): 

The  ability  to  measure  performance  is  inexorably  related  to  a  clear 


understanding  of  what  an  agency  or  program  is  trying  to  accomplish. 
The  task  of  clarifying  these  goals  is  much  more  difficult  for  public-sector 
agencies  than  for  private  corporations.  Public-sector  agencies  operate  in  an 
environment  in  which  they  are  usually  asked  to  respond  to  many  actors, 
including  legislative  bodies,  elected  executives,  and  the  general  public. 
Not  all  of  these  actors  agree  on  the  objectives  of  the  agency  or  program. 

City  departments  offer  a  range  of  services  and  products  and  deal  with  a  range  of 
customers,  both  within  city  government  and  among  city  residents  and  businesses.  As 
Muni  found,  this  makes  agreement  on  any  single  definition  of  mission,  vision,  goals  or 
strategy  difficult.  Such  concepts  are  not  as  clear  cut  or  objective  as  the  language  of  the 
Performance  and  Review  Ordinance  might  suggest. 

A  final  issue  which  bears  additional  discussion  is  one  identified  by  DPW  -  the  difficulty 
of  connecting  its  efficiency  plan  to  the  budgeting  process.  DPW's  experience  highlights 
the  disconnect  between  the  current  structure  of  the  City's  budget  and  the  conceptual 
framework  of  performance-based  budgeting.  Other  jurisdictions  indicate  that 
performance  budgeting  takes  place  most  effectively  at  the  program  level.  Right  now  San 
Francisco's  budget  is  constructed  by  line  item,  not  by  program.  Re-alignment  of  the 
budget  will  take  a  massive  effort  by  each  department,  the  Mayor's  Budget  Office,  the 
Controller's  Office  and  the  Budget  Analyst.  Each  participant  in  the  budget  process  will 
have  to  work  to  create  a  new  budget  structure  and  new  systems  for  tracking  and 
evaluating  revenues  and  expenditures.  This  again  suggests  that  the  timing  laid  out  the 
ordinance  may  be  too  ambitious. 

Suggested  Changes 

The  performance  and  review  pilot  project  did  not  illuminate  any  glaring  errors  in  the 
Performance  and  Review  Ordinance,  but  the  first  year  of  implementation  does  suggest 
two  areas  where  the  ordinance  could  be  amended  to  make  the  efficiency  planning  process 
more  smooth  and  meaningful.  First,  discussions  at  the  Steering  Sub-Committee  of  the 
Performance  and  Review  Committee  suggest  that  the  ordinance  might  be  amended  to 
reduce  its  strong  focus  on  the  efficiency  plan.  As  currently  written  the  ordinance  fails  to 
encourage  departments  to  move  beyond  production  of  an  efficiency  plan.  Although  it  is 
too  early  to  know  definitively,  the  limited  uses  pilot  departments  identified  for  their 
efficiency  plans  indicate  that  many  departments  may  develop  an  efficiency  plan  in  order 
to  comply  with  the  ordinance  and  then  consider  their  work  complete.  In  order  to  avoid 
this  outcome,  the  ordinance,  and  perhaps,  the  Performance  and  Review  Committee, 
should  emphasize  that  an  "efficiency  plan"  is  not  an  end  in  itself,  but  a  means  to  begin 
the  process  of  performance  management.  The  ordinance  should  more  fully  embrace  the 
concept  of  performance  management  and  budgeting,  emphasizing  that  these  are  long- 
term,  iterative  processes.  The  point  of  an  efficiency  plan  is  the  creation  of  a  framework 
and  a  process  to  achieve  the  three  goals  set  out  by  the  ordinance.  Ideally,  the  ordinance 
would  make  this  point  clear. 


In  addition  to  emphasizing  the  planning  process  over  an  end  product,  the  ordinance 
should  be  amended  to  expand  the  time  frame  within  which  all  City  departments  must 
have  completed  the  strategic  planning  process  and  begun  to  undertake  performance 
budgeting.  If  the  goal  of  the  ordinance  is  to  encourage  departments  to  undertake 
performance  management  generally,  then  it  should  acknowledge  that  that  process  takes  a 
significant  amount  of  time.  Specifically,  the  ordinance  could  be  amended  to  mandate  that 
all  departments  have  begun  the  efficiency  planning  process  by  2003.  This  will  allow 
departments  to  take  their  time  in  going  through  the  process,  ensuring  that  a  department's 
final  plan  has  involved  all  staff  and  management  and  not  been  hastily  thrown  together  in 
order  to  meet  the  ordinance's  timeline.  Additionally,  this  will  allow  smaller  departments, 
which  may  need  extensive  help  in  finding  the  resources  to  undergo  an  efficiency  planning 
process,  to  successfully  begin  performance  management. 

Finally,  in  order  to  give  further  assistance  to  small  departments,  changes  might  be  made 
to  the  Performance  and  Review  Committee.  Perhaps  a  sub-committee  could  be  created  to 
shepherd  small  departments  through  the  process,  providing  specific  support  and 
identifying  resources  for  these  departments  to  tap. 

Conclusion 

One  year  after  the  passage  and  enactment  of  the  Performance  and  Review  Ordinance 
there  has  been  movement  toward  the  three  goals  established  by  the  ordinance.  The  pilot 
departments  have  taken  the  first  steps  to  implement  performance  management  in  San 
Francisco  government,  laying  a  foundation  for  the  rest  of  the  City's  departments  to  build 
upon.  Although  it  is  too  early  to  determine  the  full  range  of  benefits  and  usefulness  of  the 
process,  to  date  each  pilot  department  has  identified  some  benefits  gained  from  the 
efficiency  planning  process.  In  contrast  to  benefits  and  usefulness,  the  costs  of  the 
efficiency  planning  process  have  been  more  easily  identifiable.  It  is  clear  that  several 
departments  have  expended  a  great  deal  of  both  staff  time  and  money  on  rigorous 
strategic  planning  processes. 

The  pilot  performance  and  review  project  has  not  been  problem  free.  Pilot  departments 
have  identified  several  difficulties  in  the  timing,  availability  of  resources  and  emphasis  of 
the  ordinance.  The  pilot  project  makes  clear  that  in  order  to  make  a  successful  transition 
to  performance  management  and  budgeting,  the  rest  of  the  City's  departments  must  have 
proper  resources  and  support.  The  project  also  makes  clear  that  the  process  mandated  by 
the  ordinance  will  not  achieve  any  degree  of  success  unless  the  pilot  departments 
continue  to  implement  and  refine  their  strategic  plans.  Performance  management  and 
effective  customer  service  provision  are  on-going  and  iterative  processes,  requiring  a 
commitment  at  all  levels  of  City  government  and  a  realistic  understanding  of  the 
limitations,  costs  and  potential  benefits  of  the  process. 
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